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This paper examines some of the management problems
facing the Mediterranean Trading Company (MTC). The sig¬
nificance of this study lies in the fact that family busi¬
nesses are the majority (99 percent) of the 16.9 million
businesses in the United States, and they provide the
greatest number of employment opportunities. Also, they
account for 38 percent of the gross national product (GNP).
This study underscores the importance of setting objectives,
defining rules, describing duties, and planning for succes¬
sion for efficient operation of family businesses.
Major findings of the study are as follows: first,
the lack of identifying and implementing the company's
objectives manifested in the form of employees losing a
sense of direction because there is no planned, targeted
and communicated line of activities that they carry out
1
2
consistently. Second, the lack of clearly defined roles
and job descriptions is plainly shovm in the foirra of fre¬
quent conflicts, duplication of duties, and other duties
unperformed. Finally, the lack of a plan for succession
manifested itself in the form of an absence of awareness
among the children of their responsibilities to the family
business. Recommendations to address these problems are
offered.
The study employed the qualitative research methods
of participant-observation and analysis of primary and
secondary data sources.
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I. INTRODUCTION
Family business plays a leading role in the economy
of the United States. Out of the 16.9 million business in
the United States, family business accounts for 99 percent.^
A family business is often presumed to provide a life of free¬
dom and self-determination, a life in which hard work and
personal initiative are rewarded with profit, success, finan¬
cial security, and respect from the community. Unfortunately,
a great deal of these family businesses have been shattered
by lack of proper management. Consequently, only 20 percent
of the family businesses started between 1924 and 1984 are
2
still surviving as independent companies.
As of 1985, 99 percent of the 16.9 million non-farm
businesses in the United States were family businesses in
the sense of being owned or at least controlled and operated
within a single family. The Mediterranean Trading Company
(MTC) located in Atlanta, is one of the 15,790 (1986) incor-
3
porated family businesses in the State of Georgia. The MTC,
^U.S. Small Business Administration, Fact Sheet 40;
Facts About Small Business (Washington, D.C.: Office of
Public 'Communications, 1987), p. 1.
2
Paul Rosenblatt et al.. The Family in Business (San
Francisco; Jossey-Bass Publishers, Inc., 1985), p. 2.
3 . .
U.S. Small Business Administration, The State of
Small Business: A Report of the President Transmitted to
1
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just, like other family businesses, is also plagued by
serious management problems. In this study, the writer
identifies three management problems facing the MTC, and
attempts to suggest strategies for resolving those prob¬
lems.
Definition of Family Business
Different people have different definitions of the
term family business depending on how they want to under-
4
stand what is going on in a business and a family. For
the purpose of this study, the writer defines family busi¬
ness as a business that has 50 percent or more of its com¬
mon share capital and/or management controlled by a single
family, and/or will be passed on to the family's next gene-
5
ration to manage and control, and/or employees are less
g
than five hundred. This definition by the writer is all
embracing because it touches on the four basic aspects of
who owns the business, the number of CTiployees, who controls
the business and/or whether or not ownership will be
the Congress (Washington, D.C.: U.S. Government Printing
Office, 1987), p. 21.
4
Rosenblatt et al.. The Family in Business, p. 4.
^International Conference on .Business History,
Family Business in the Era of Industrial Growth; Its
Ownership and Management; Proceedings of the Fuji Confer¬
ence (Tokyo: University of Tokyo Press, 1984), p. 39.
^U.S. Small Business Administration, Fact Sheet 4Q;
Facts About Small Business, p. 1.
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transferred to the faiuily's next generation. Moreover,
the writer's definition of a business excludes farms (agri¬
cultural businesses) because the commodities of the fairm
business (unprocessed) are different from the products of
other businesses, although the dynamics of family farms are
somewhat similar to the dynamics of family businesses.
The MTC is not a family farm (agribusiness). It is
owned by the Bayinir family; management or control lies
solely in the Bayinir family; also, ownership may be trans¬
ferred to the next generation of the Bayinir family, and it
had nine employees as of 1987. Consequently, the MTC fits
the definition of a family business. Moreover, other defi¬
nitions of family business by different writers will be
reviewed in the following paragraphs.
Paul Rosenblatt et al. define a family business as
any business in which the majority of the ownership or con¬
trol is within a single family. This is the same as the
writer's definition (see paragraph one), except that they
have not mentioned the need for the transition to the next
7
generation and the number of employees. However, this
definition is consistent with the writer's definition
because it has identified "who owns" the business since "who
owns" the business is ONE of the four major characteristics
of a family business. Also, Benjamin Becker and Fred
"^Rosenblatt et al.. The Family in Business, p. 2.
4
Tillman define a family -business in terms of who retains
the ownership.
A small business started by one or a few indivi¬
duals who conceived an idea, worked hard and,
while operating under the constraints of limited
capital, built a business which has achieved from
$500,000 up to several million dollars in sales;
and they have retained a substantial proportion,
if not all, of the ownership of the business ....8
Throughout their book, the terms "small business," "family
business," and"closely held business," are used inter¬
changeably to mean substantially the same kind of enter¬
prise.
According to Becker and Tillman, the family busi-
9
ness could include nonrelated owners, with minor holdings.
By defining a family business as any small business with
less than five hundred employees, Becker and Tillman pre-
sxme that such a small business is more likely to be owner-
manager operated since it may not afford to recruit pro¬
fessional managers. Hence, as long as the control lies
within a single family, any small business may be classified
as a family business which is a practical case in the United
States. Another writer, John Ward, views family business as
a business that will be passed on to the family's next
generation.
SBenjamin M. Becker and Fred Tillman, The Family
Owned Business (Chicago: Commerce Clearing House, 1978),
p. 36.
^Ibid., p. 40.
^^John Ward, Keeping the Family Business Healthy
(San Francisco: Jossey-Bass, 1978), p. 252.
5
The International Conference on Business History
defined family business as generally a firm controlled,
managed and/or majority owned by a particular family.
According to Paul Rosenblatt's study, the following
are the commonly mentioned advantages of a family business;
(1) freedom, independence, and the ability to control
things oneself; (2) financial benefits as a symbol of suc¬
cess and prestige; (3) presitge and pride of being able to
pass a business on to a younger family member and power over
others; (4) creativity and ease of self-evaluation, the
rewards in building something and in knowing that the growth
of the business was due to one's own efforts, for example, a
challenge to expand market and develop a new product line
against many competitors; (5) nurturing young family members
being able to bring young, competent kin into the business.
For example, starting work young is character-building and
it gives one good work habits; (.6) improving family relation
ships and providing a chance for additional sharing and
4. ^ 12contact.
Organization of the Study
The study is divided into six sections. Secton One
introduces the study, its scope and organization. Section
^llnternational Conference on Business History,
Family Business in the Bra of Industrial Growth, p. 39.
12Rosenblatt et al.. The Family in Business, p. 2.
6
Two presents the problem and its setting and the intern¬
ship experience. Section Three provides a discussion of
the relevant literature. The methodology used in the
analysis of the problem is contained in Section Pour, while
Section Five focuses on the discussion and analysis of the
problems. Finally, conclusions and recommendations are
offered in Sections Six and Seven respectively.
II. THE PROBLEM AND ITS SETTING
History of the MTC.
The Mediterranean Trading Coropany (MTC) was founded
by Mr. Levi Tunny and Mr. Kammal James in 1974. As a result
of some financial problems, the MTC was purchased by Mr. Jim
Eron in 1979. Mr. Levi Tunny was, however, maintained as
the operating manager until 1983. It is located at 1183
Howell. Mill Road in Atlanta, Georgia. The company manufac¬
tures brass planters and containers for interior designers
and building contractors. It also retails brass products
and decorative accessories to the general public. In addi¬
tion, it repairs and cleans solid brass products. As of
December 1987, the MTC had nine employees, a sales volume of
$250,000, and an annual operating budget of $126,000. Before
1987, the MTC had four branches: the Omni in Atlanta,
Georgia; Atlantic City, New Jersey; Jackson, Mississippi;
Memphis, Tennessee; and the Howell Mill location in Atlanta
as its main office. However, the other four branches were
closed down because of poor management. At the beginning of





The writer's internship with the Mediterranean
Trading Company covered the period from February 1987 to
January 1988. The writer was assigned to the position of
Assistant Financial Manager (see organization chart on
page 9), with specific duties to prepare monthly budgets;
to analyze financial statements, and to direct management's
attention to potential problem areas. Other duties involved
preparing sales summaries and other data for the certified
public accounting firm (Max Springer and Associate) and
compiling monthly financial statements. The writer also
took part in other activities such as answering telephone
calls, taking customers' order, preparing those orders for
shipment, and also attending to walk-in customers and those
with complaints. The internship exposed the writer to prac¬
tical management skills and the general operation of the
Mediterranean Trading Company.
Statement of the Problem.
The MTC is plagued by several management problems
that threaten the viability of the company. The three major
problems that the writer identified in the MTC during the
internship were the following; (1) lack of company objec¬
tives; (2) lack of clearly defined roles and job descrip¬
tions; (3) lack of planning for succession.
9
PIGUBE 1
ORGANIZATIONAL STRUCTURE OF MEDITERRANEAN
TRADING COMPANY AS AT 1987
Source: Designed by the writer based on his
observations.
III. LITERATURE REVIEW
Background of Family Business.
The background of the family business can be traced
back to the agrarian pre-industrial era in which a family
was the principal unit of production as well as consxmp-
13
tion. During this period, the only means of survi'vral was
working on the farm. Because farm work was mostly seasonal,
the farmers realized the need to have something of economic
value to rely on when they were not employed on the farm,
in order to maintain their families.
The period between 2633 and 1862 saw "the Crowley
family in the iron industry" emerging as the only family
14
with an iron business. The rise of the Crowley family,
from domestic hand-nailing to opulence in three generations,
illustrates the importance of the family business.
The industrial revolution in western Europe expanded
the market for nails and consequently, many families in
western Europe began to realize the economic importance of
owning a workshop in their backyards. Before and during the
13
Willaim J. Goode, World Revolution in Family Pat¬
terns (Edinburgh: The University Press, 1963), p. 45.
14 .
Michael W. Elinn, Men of Iron: The Crowleys in the




American Revolution of the eighteenth century, some western
European families migrated to the Enited States with their
workshops and some with skills that expanded into serious
family businesses. For example, Samuel Slater in 1789,
secretly came to the United States from England and con¬
structed the United States' first cotton mill.
Today, there are no national statistics on the
16
nvimber of family businesses. However, a common estimate
is that more than 99 percent of the 16.9 million businesses
in the United States are family businesses in the sense of
being owned (or at least controlled) &nd operated within a
single family. It is further estimated that family-owned
businesses account for the majority of all jobs in the
United States and roughly 38 percent of the gross national
product. Roughly 175 of the Fortune 500, the 500 largest
businesses in the United States, are either owned or con-
17
trolled by a single family.
After reviewing the background of the family busi¬
ness, the next thing is to review some of the important
management aspects that are critical to the success or
15
Barbara M. Tucker, Smauel Slater and the Origins
of the American Textile Industry (Ithaca: Cornell University
Press, 1975), p. 10.
1 6
U.S. Small Business Administration, Fact Sheet 40:
Facts About Small Business, p. 1.
17
Rosenblatt et al.. The Family in Business, p. 210.
12
failure of family businesses. They are: identifying and
implementing realistic company objectives, clearly defined
roles and job descriptions, and planning for succession.
In the following paragraphs, the writer examines each of
them in detail.
Identifying Realistic Company Objectives.
A family business or any business can be managed
with business survival and profitability as the primary
goals. Decisions can be made to obtain and hold a certain
share of a market, to develop new markets, and to meet
quality standards in order to promote business survival and
to maintain or increase profitability.- There are other
business goals that may not seem directly related to the
business survival or profit, such as maintaining a good
reputation for the business in the community, having healthy
and satisfied workers, and contributing to the general wel¬
fare of society. Yet these goals may lead to higher worker
productivity and to customer and supplier good will. In
that sense, all goals for a business may be seen as related
to business survival and profit. But, the additional goals
typically are to perpetuate the family's operation of the
business, to conserve assets for the family, and to maintain
family solidarity. Like any management process, rational
management of a family business requires that one articulate
23
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the goals that are present.
According to Benjamin Becker, most family busi¬
nesses go from day to day with almost: all the attention
given to immediate problems and little thought given to
19
the long-term objectives of the business. Without
objectives, the family business owner often finds the
business in a position where the company begins coasting,
rather than continuing its previous growth patterns.
Giving too much attention to immediate minor problems
causes the family business to neglect setting up formal
objectives and communicating to all individuals who are
involved. Thompson and Strickland' support the position
of Becker in setting objectives; they state that being
able to answer a question such as "what are our objectives
and what results do we want to show for our efforts?” is
20
a starting point for a successful manager.
Defining Objectives in a Family Business
According to Joseph P. Kahn, setting objectives is
one means of accomplishing the goals of the enterprise.
18
Rosenbaltt et al.. The Family in Business, p. 210.
19
Becker and Tillman, The Family Owned Business,
p. 119.
20
Arthur Thompson and A. J. Strickland III, Stra¬
tegic Management; Concepts and Cases (Plano, TX: Business
Publications, Inc., 1984), p. 227.
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They are the things which must happen to secure and enlarge
the position of the family business in the business commu¬
nity. Clearly defined objectives tell what is to happen.
In order to be effective, objectives must be combined with
clearly defined results, which tell the degree to which the
objectives will produce the expected actual result. Objec¬
tives coupled with results must be separated from strategic
tactical, or operational plans. These plans tell by whom,
when, and how objectives will be accomplished and should
not be included with the objectives and the delineation of
results.
General Principles for the
Setting of Objectives
"In the long run men hit only what they aim at
22
...." Certain principles may be considered in setting
objectives, namely: orientation, statement of expected
result, capability of the organization and individuals,
specific limit in ntimber, focusing on the achieveable abili
ties, overlapping the line and staff functions, external
forces, attainability, and flexibility. The following
21
Joseph Kahn, "The Immigrant Prince: Joe Pelle¬
grino's Company Profile," INC. 16 (July 1986):79.
7 7
Mark Hanauer, "The Spirit Connection, Part 4: On
the Frontiers," INC. 16 (July 1986);85.
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paragraphs will explain in detail each of the above listed
principles.
1) Objectives should be oriented to both the
short and long range, with short-range objectives contri¬
buting to the long-range objectives. This principle en¬
sures that the objectives cover, in terms of a time frame,
the total environment in which the business operates.
2) Objectives should be stated in terms of expected
results, not activities to be undertaken. The concept of an
objective does not include the when, who, and how which are
included in the strategic, tactical, and operational plans
for the entire company,
3) Objectives should stretch the capabilities and
efforts of the organization, department or individual. Of
course, objectives must be realistic and attainable, but the
organizational unit or individual is more likely to respond
to a challenge in accomplishing the objectives.
4) Objectives should be limited in number. No
more than five to ten objectives should be formulated or
implemented at any one time. The sheer weight of numbers
can become discouraging to both individuals and organiza¬
tions in the accomplishment of the objectives.
5) Objectives should be stated in such a way as to
focus the abilities and efforts of the management team and
16
individual managers on the key elements of the enterprise.
Obviously, it does no good to focus efforts on matters
which are irrelevant or extraneous to the success of the
business.
6) Objectives should overlap between line func¬
tions and between line and staff functions. A conscious
effort must be made to insure that important gaps or
vacuums have not been created in the setting of objectives.
It is better to have some duplication and overlap rather
than omit an important consideration that might have a
serious effect on the success of the enterprise.
7) Objectives must take into account forces out¬
side the company which influence achievement since the
environment of an organization affects every aspect of its
. . 23
success and consequently every decision managers make.
Nothing is more discouraging to the employees or managers
of a company than to feel that they are tied to the accom¬
plishment of an objective whose achievement is beyond their
control. The family business owner must recognize when
achievement of an objective is not within the control of the
unit or person who has the responsibility for the accomplish¬
ment of the objective.
23
Michael H. Mescon, Michael Albert, and Franklin
Khedouri, Management: Indi^yidual and Chrganizational Effec¬
tiveness (New York: Harper and Bow Publishers, 1973), p. 17.
17
8) Objectives must be reasonable and attainable.
It is frustrating and discouraging to company employees
to fail constantly to attain the prescribed objective.
On the other hand, the accomplishment of reasonable objec¬
tives operates as a reinforcement process which stimulates
the employee to reach the higher and better accomplishments.
9) Objectives must be flexible. No one has the
24
ability to predict the future. Often conditions in the
business environment can change, making the accomplishment
of certain objectives unreasonable or even undesirable.
The management of the family business must be alert and
aware of these changes; and the objectives, to be effec¬
tive, must be f lexible to meet changing conditions.
Progress toward the accomplishment of objectives
should be reviewed on a periodic basis. By reviewing pro¬
gress toward objectives, both management and the unit or
individual responsible for attainment of the objectives
develop a clear-cut understanding with respect to the pro¬
gress which has been made. Nothing is more discouraging
than to come upon the deadline for accomplishing an objec¬
tive and find that little or no progress has been made.
Progress toward annual objectives should be reviewed at
24
p. 200.
Becker and Tillman, The Family Owned Business,
18
least on a quarterly basis.
Thompson and Strickland support the position of
Becker and Tillman about how a good objective should be
stated. They emphasize that a good objective should set
deadlines and quantity measurements such as "our total
25
profit target in 1990 is $60 thousand.” According to
Mescon, Albert, and Khedouri, certain areas should be con¬
sidered in setting of objectives such as long-range consi¬
deration, profitability, growth, diversification, markets,
products and services, financial performance, research and
development, etc. The following paragraphs explain the
details.
Long-range Considerations.-Attention should be
given to actions projected for five to ten years into the
future. For example, the family business owner may wish to
retire at the end of five years. The factors giving the
owner the opportunity to retire at the end of five years
must be considered in determining the long-range objectives
of the business.
Profitability.-The family business must know where
it is going and whether or not it is satisfied with its
present profit picture.
Growth.-The philosophy of the family business will
determine whether or not the company desires to grow beyond
25
Arthur Thompson and A.J. Strickland III, Stra¬
tegic Management; Concepts and Cases, p. 25.
19
a certain point. Should growth be part of the company
philosophy, then a determination will have to be made and
an objective stated with respect to the rate of growth and
26
timeframe within which it is to be achieved.
Diversification.-The family business owner must
determine whether he/she wishes to diversify, whether he/
she will be forced to diversify by competition and how, if
necessary, he/she will meet this challenge.
Markets.A determination must be made of the type,
market share, dollar or unit volume of sales, and the niche
in the industry. For example, marketing objectives may be
"to increase share of market to 28 percent in 3 years,” "to
sell 200,000 units next year," etc.
Products and Services.-All products and services of
the family business should be reviewed and objectives set
with respect to customer needs and quality standards.
Financial Performance.-In order to obtain a given
level of profitability, it is necessary that objectives be
determined for the financial area. Such items as cash flow,
inventory turnover, the rate of interest to be paid on all
borrowings and the collectibility of all outstanding receiv¬
ables are examples of areas within finance where objectives
26
Mescon, Albert, and Khedouri, Management: Indivi¬




l^esearch and Development.-The area of research and
development can contribute greatly to the overall success
of the family business. Objectives mi-ght include such
things as increased profitability on particular products
or product lines, the development of new products for the
family business and the means of entering and penetrating
new or old markets.
Physical Facilities.-At some point in the growth
of a business, it must be anticipated that the physical
facilities will be utilized to capacity. The growth of
the business necessarily will be retarded unless objectives
have been developed toward expansion of physical facili-
28
ties.
Management Information System.-A management infor¬
mation system for the family business consists primarily of
feedback regarding the operations of the business. By
appropriate use of this information, an effective control
system can be developed. A management information system
should be carefully reviewed on at least an annual basis,
and objectives set for the improvement of the flow of rele¬
vant information for management purposes.
^^Becker and Tillman, The Family Owned Business, p. 200.
^^Mescon, Albert, and Khedouri, Management: Indivi¬
dual and Organizational Effectiveness, pT 2l3.
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Manpower Development.-No business can grow without
competent, capable, and motivated personnel. Objecti'ves
must be determined in the area of manpower development if
the firm is to remain successful.
Public Responsibility.-Increasing pressure have been
placed upon the business community to be responsive to the
public and to accept certain responsibilities. For example,
a company's piiblic image now is greatly affected by its
response as a company in the area of ecology. However, a
complete objective plan will establish strategies that will
accomplish the necessary results to allow the attainment of
objectives. Mescon, Albert, and Khedouri present a chart for
formal planning (see fig^lre 2) .
Advantages of Clearly Defined
Objectives in Family Business
There are many benefits that a company derives by
establishing clearly defined objectives for its business
operations. The establishment of objectives helps the
organization;
1) to identify and to concentrate on the major
purposes, its needs and tasks;
2) to identify problems which impede high perform¬
ance by the company, departments or individuals;
3) to utilize managerial talent within the company
efficiently because of easy identification of problems and
22
FIGURE 2




















































(Numbers indicate approximate order of formulation.)
Source: Michael H. Mescon, Michael Albert, and
Franklin Khedouri, Management: Individual and Orgnaiza-
tional Effectiveness (New York: Harper and Row Publishers,
1973) , p. 208.
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concentration on high priority matters.
4) to increase motivation of personnel thxough
meaningful involvement;
5) to provide a clear understanding of the results
which are expected on each job thereby enhancing standards
for evaluating outstanding or poor performance;
6) to improve insight into the type of persons
needed to manage the business;
7) to facilitate exercise of initiative by indivi¬
duals ;
8) to promote employees' understanding of their
jobs and the philosophy of the company;
9) to enhance employees' appreciation of the
importance of other jobs within the company;
10) to provide a sound basis for the development of
realistic standards of performance in all levels of company
activity;
11) to stimulate management development and effec¬
tive communication within the company.
12) Finally, it helps to identify weaknesses of the
successor and provides timely training toward transi-
29
p. 121.
Becker and Tillman, The Family Owned Business,
24
The absence of clearly defined objecti'ves deprives
the business of the major benefits facilitated by the above
stated advantages, thereby jeopardizing the survival of the
family business.
Planning for Succession
The primary objective in a management succession
plan is the development of competent managers to operate
the family business successfully after the retirement or
demise of the owner. The family business owner should not
hesitate to specify individuals, related or unrelated, who
in his/her judgment can manage the business enterprise with
maxiimim assurance of continued success. Sentimental and
emotional considerations for family members should be dis¬
carded and unrelated competent key personnel favored if, in
the judgment of the family business owner, they can do the
best job for the family business and thus for the family.
Planning for competent management succession in the family
business is critical to the continuity of the business.
The plan must provide for management development.
In providing for a succession plan, the following
guidelines may be useful:
(1) Assvime that what is good for the business is
also good for the family. (2) Consider forming a good
management team with competent family members as part of the
25
team. (3) Remove incompetent family members from the busi¬
ness if at all possible. (4) Isolate and limit areas of work
of incompetent family members. If the incompetents must be
kept in business to keep domestic peace within the family,
they should be surrounded by enough assistants to avoid
serious mistakes. (5) Consider selling as a last eventua¬
lity, not risk the business failure in the hands of incompe¬
tent young family members. The proceeds from the sale can
be placed in a trust with the incompetents as beneficiaries,
thus assuring them greater secxiri'ty.
Finally, Mary Ann Shea suggests that succession should
be well crafted. "The worse thing an owner can do is hand
31
over the reins and then ride herd." This means that the
owner should not completely abandon all facets of the busi¬
ness to his/her heir at once assxaming that he/she knows it
all; instead, succession should be carefully planned and
carried out in stages just in time before retirement or death
strikes.
Advantages of Succession Planning.
Planning for succession accrues considerable advan¬
tages towards the effectiveness and survival of a family
^^Becker and Tillman, TheFamily Owned Business, p. 108.
31
Mary Anne Shea, "Family Inc.," Canadian Business
(March 1985):60.
26
business. Some of these advantages will be reviewed here:
1) It provides for adequate training of the suc¬
cessor for effective management after transition;
2) It eases tension and interpersonal conflict and
power struggle when the father retires or dies;
3) Adequate planning can produce a good family
leader who will conduct the business to promote the family's
well-being, prestige, and integrity after the father's death.
4) It helps to increase motivation of the incumbent
through meaningful involvement and recognition of his/her
position.
5) It helps the family business to avoid radical
changes, unplanned and unperceived that will lead to imme¬
diate failure of the business if the owner is seriously sick
or dead, at worse.
6) A planned succession preserves the culture and
customs of the family business that will promote growth and
prosperity.
7) Prudent, and diligent preparation for a suc¬
cessor could help the business cope with the environmental
and technological changes that the company will face in the
future.
8) Succession planning will pay dividends because
it is more likely to ensure continuity of the family busi¬
ness to yet another generation.
27
9) The business family's effectiveness provided
32
by the succession plan should not be overemphasized.
Defining Roles and Job Descriptions..
Rosenblatt et al. state that as most businesses
grow, they develop clear lines of division of labor. Who
does what may be clearly specified at the start or may
eventually become clear. But in some family businesses
there are factors working against a clear-cut division of
33
labor. Relatives may feel that they have the right and
responsibility to cover for one another and to do what one
another does. Consequently, some family businesses may
have greater tension over who does what than is typical in
the business world. To head off tensions, Rosenblatt and
others suggest that it is very important to be committed to
working out a division of labor. An effectively maintained
division of labor will minimize conflicts, and each person
will have a clearer incentive for performance through hav¬
ing a clearly defined area of responsibility. With this
kind of role definition, it is easier to evaluate perform¬
ance; a person will have a clearer idea of how well he/she
32
Charles W. Cheape, Family Firm to Modern Multina¬
tional; Norton Company, A New England Enterprise (Cam¬
bridge, MA: Harvard University Press, 1985), p. 225.
33
Rosenblatt et al.. The Family In Business, p. 217.
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is doing, and others as well. Being in a position to
evaluate the quality of their work motivates many people,
and a manager who knows how well someone is doing is in a
better position to make decisions about training, promotion,
and other managerial options. With positions clearly
defined, if somebody leaves the business, it is easier to
know what kind of replacement to hire and what job functions
to be performed. Sometimes permanent division of labor is
untenable due to the size or the demands of the business.
However, temporary clarity about who is doing what (may be
for the week, the day, or the hour) can be beneficial. A
division of labor should accompany a set of position des¬
criptions, each of which is understood and adhered to by
all concerned.^^
Mescon, Albert, and Khedouri emphasize that the work
of organizational members must be coordinated for the organi¬
zation to attain its objectives. There must be some divi¬
sion of labor, if only transitory. Managers are the ones
specifically responsible for doing this work of coordination.
In other words, performance of managerial activities is
35
essential for formal organization to attain its objectives.
^^Ibid., p. 218.
35
Mescon, Albert, and Khedouri, Management; Indi¬
vidual and Organizational Effectivenes'S, p. 51.3.
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Job Description^,
The best single control over organizational size,
turnover among key employees, and productivity is job design.
Family businesses have generally left the design to natural
dyncimics: the personalities of job incumbents, individual
competences and needs, and top management values and styles.
On the whole, that procedure has worked fairly well. But
family business can do better by connecting job design more
closely to overall planning and subjecting it to formal pro¬
cesses. The rate of change in an organization lags well
behind the changes in its environment, the growth of external
opportunities and demands. Job content and organization in
smaller companies change only when forces on them become so
great that content and relationships crack under the strain.
A direct result is that opportunities are missed, achievers
become frustrated, and comfort replaces challenge as a moti¬
vator. In order to introduce an appropriate dynamism in job
content and organization, a formalized review process that
looks at jobs, organization, and tenure every two years
should be established. If done with candor, patience, and
some fact-finding, the review process can be rewarding. It
has never failed to turn up unnecessary, misplaced, or new,
needed work. A review starts with an examination of job
30
descriptions or the writing of them where they are lack-
36
ing.
One of the most exhaustively studied and talked-
about elements in the personnel function is the job descrip¬
tion. Countless articles, books, manuals, and seminars
direct on how to describe a job, although job descriptions
do not have much influence upon individual or organizational
performance. However, job descriptions are needed, but not
to the extent that they have become a habit in industry.
Most of the descriptions are not worth the enormous efforts
put into them and deserve the fate most of them suffer—
being stuck away in desk drawers. If a company knows what it
wants to accomplish, it does not have to list the responsibili¬
ties of the positions involved. It is sufficient to list the
results wanted, leaving the how-td to the job incumbent. Job
descriptions are of little use below managerial level jobs.
A practical job description has to be a result and not pro¬
cedure oriented to provide an optimum result for family busi¬
nesses. For instance, a result oriented job description for
a family business may require specific answers to the ques'^
tions such as (1) What are the results you need, in as
measurable terms as possible, from each individual? For
O g
Theodore Cohn and Roy A. Lindberg, Practical Per¬
sonnel Policies for Small Business (Cincinnati, OH: Van
Nostrand Reinhold Publication, 1984), p. 44.
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example, all sales managers do not have the same responsi¬
bilities. (2) Do you want sales maintained, increased
(where, with whom—old or new accounts, products, areas)
or curtailed because you have decided that selectively
reduced sales will increase profits? (3) Does your product
require concern for quality or, because of demand, is quality
secondary to delivery? (4) Do you have a group of sensitive,
independent professionals to supervise or a group of less
skilled, less demanding workers who need different handling?
Acceptable turnover statistics will be completely different
in the two cases. (5) Do you want new products developed as
variations of old ones or copied from competitors or to be
totally fresh contributions? Again, different results re-
37
quire different people.
Job descriptions must be organized in some fashion
in order to be usable. A suggested order is as follows:
1. Job identification;
2. Job summary;
3. Expected result of duties performed;
4. Supervision given or received;
5. Relation to other jobs;
6. Machines, tools, and materials;
7. Working conditions;
37
Cohn and Lindberg, Practical Personnel Policies
for Small Business, p. 45.
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8. Definition of unusual tenms;
3 8
9. Coiranents which add to and clarify the above.
Advantages of Job Descriptions.
Providing answers to similar questions above (see
page 31) for a particular job will help family businesses
to provide result-oriented descriptions of what is expected
of an individual. Such descriptions help organizations toi
(1) assess and evaluate performance of the individual and
determine who is doing well and who is not, thereby enhanc¬
ing management by objectives. Result oriented job descrip¬
tions help pinpoint problem individuals who may need
further training or relocation. (2) identify what result
is not accomplished, and hence need to hire someone to fill
the position. (3) identify individuals who deserve compli¬
ment, good and timely compliment can motivate individuals
to their highest potential, thereby increasing the com¬
panies ' productivity.
The absence of result-oriented job descriptions
will reverse the above stated advantages and negatively
impact on the family business.
3 8
Edwin Flint, Principles of Personnel Management
(New York: McGraw-Hill Book Company, 1971), p. 119.
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Ibid., p. 200.
IV. METHODOLOGY OF THE STUDY
The Study employed the qualitative research methods
of participant-observation (strategic informant) and analysis
of primary and secondary data sources. The primary sources
used in analyzing the problems inherent in the MTC are par¬
ticipant observation and interviews with members of the MTC.
All the nine employees of the MTC at the time were inter¬
viewed. The interview method used was that of informal and
open-ended questions that fostered a friendly-casual-conver¬
sational atmosphere. This method allowed the respondents to
express their feelings without inhibitions or restrictions,
while affording the interviewer control over the direction of
the interview. The secondary sources included library
materials, and a review of the MTC's records such as finan¬
cial statements, employees', customers', and vendors'
records for the past thirteen (1974-1987) years of operation.
33
V. DISCUSSION AND ANALYSIS OF THE PROBLEM
Lack of Identifying and Implementing
Realistic Company Objectives .
At the MTC, the owner is the general manager, the
executive-in-charge, who is responsible for the overall
activities and performance of the organization. As the
chief administrator, he has the authority over the many
different aspects associated with running the organization
on a day-to-day basis. As the chief entrepreneur, he has
a responsibility for giving direction to the organization,
making sure it is going in the right direction, and formu¬
lating a workable strategic "game plan” that put the organi¬
zation in a position to perform well. He is the one who
should set long-term and short-term objectives for the com¬
pany. In the literature review, Thompson and Strickland
maintain that managers of the best-run organizations take
time to formulate the strategic "game plan" in achieving
40
target objectives, but in the MTC no one is aware of the
target objectives of the company at any given time. Conse¬
quently, there is no unity of purpose towards the accomp¬
lishment of the company's goals. The pxoblem is th^t the




owner seems to h.3ve ide^s. about what to do with the busi¬
ness in his mind, but he does not communicate them to any¬
one, those ideas are therefore latent and do not exist to
be used in the operation of the business. Consequently,
the writer did not recognize the existence of the company's
objectives.
Setting objectives is one means of accomplishing the
goals of the enterprise. Objectives are the things that must
happen to secure and enlarge the position of the family busi¬
ness in the business community. The MTC does not have long¬
term, or short-term objectives for its business operations.
It only reacts when the situation gets out of control. In an
interview, the owner did acknowledge that the company was not
doing well. He explained that because he is Turkish, he can
not associate freely with Americans to improve the business
by getting more "sales leads" as hewould if hewere to be oper¬
ating in Turkey. Consequently, the company as a whole makes
41
very little in sales, therefore, he has left things to chance.
This contention of not being anAmerican is not valid because
a closer analysis of their returns on assets (ROA) revealed
that many foreign businesses in America being operated by the
Turkish are profitable. An example is the J.L. Jewelry Company
located at the Apparel Mart in downtown Atlanta, Georgia, which
41
Interviw with Suko Baynir, Mediterranean Trading
Company, Atlanta, Georgia, 12 July 1987.
36
42
had a net return on assets of 8 percent in 1987.
The lack of setting and implementing realistic
objectives at the MTC manifested itself in the form of:
low productivity, cash flow problems, and covert direct
competition by members.
Low Productivity
The lack of objectives at the MTC manifests itself
in the form of under-utilization of workers. The activi¬
ties that could lead the company to maximum productivity
are not planned and communicated to individuals as their
routine activities; therefore, workers lack a sense of
direction, and sometimes involve themselves in unproductive
activities. An instance in which the lack of expressed
objectives actually hurt the business is in the area of pro¬
duction, when the line workers wasted time making art pieces
and designing brassware (just for fun) that were not needed
while there was no merchandise to fill customers' orders.
This is one of the major reasons why the company is having
difficulties in meeting customers' needs. Consequently,-most
customers have severed their contracts with the MTC and by
1987, the sales voliame had plummeted to 50 percent of the
43
$600,000 gross which the company amassed in 1983. In the
42Ratio Analysis of J.L. Jewelry's Financial State¬
ment as at December 1987, by the writer.
43
From writer's observation and sales records,1983.
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absence of objectives, and targeted activities for workers,
the total productivity per individual is far below average.
For instance, an average production of two brassware/con¬
tainers per hour per worker is the standard for the industry,
but in the MTC, in certain days, one or no brasswares are
produced by individual line workers.
Cash Flow Problems
The lack of objectives in the area of financial plan¬
ning at the MTC results in management's inability to budget
for its financial needs. The result is frequent return of
outstanding checks by banks for insufficient funds. Writing
checks without adequate cash in the checking account attracts
heavy penalties such as bank charges and loss of confidence
in the company's checks by the customers and the suppliers.
For instance, in 1987, the average n\imber of checks returned
per month was two, with a penalty of fifteen dollars each. For
the year 1987, the charges on "bounced" checks were three
44
hundred and sixty dollars.
Other costs to the company are overwhelming, for
instance, the company's credit-worthiness in the business
community is ruined. This may result in all its 150 suppli¬
ers demanding cash payment on every purchase of materials
44
The MTC's Bank Statements and the writer's analysis
for 1987.
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and other inventories. The MTC could be forced out of busi¬
ness if this should happen.
Covert Competition
The company's lack of objectives is also reflected
in the children's lack of a sense of direction. There is
no coordinated plan of action for the children to engage pro¬
ductively in the operations of the MTC. Therefore, they tap
some of the resources of the company to set up their personal
businesses. Some of the children are operating their own
businesses within the company. For example, the oldest son
directly competes with the main business in secret by selling
the brass planters through "mail orders" in his house in
order to make up for his inadequate salary of eight hundred
dollars per month due to the generally poor condition of the
45
business. Indirectly, the other son also competes with the
main business in using administrative facilities and supplies
to market imported leather belts and apparels to make up for
his inadequate salary of six hundred dollars per month due to
the generally poor financial condition of the business.
Lack of Clearly Defined Roles
and Job Descriptions
The lack of clearly defined roles and job descrip¬
tions for the employees at the MTC causes conflicts and
45
The MTC's payroll record 1987 and the writer's
observation as an intern.
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duplication of duties. The nine employees often make their
own decisions on what they want to do and start working,
regardless of whether or not everyone is doing the same
thing. This frequently results in duplication of work while
other critical duties are left unperformed. The company is
adversely affected by the unperformed critical duties through
the payment of wages for the duplicated and wasted labor.
For example, four people may be working on the same account
receivables and check book reconciliation at different times
without communicating to each other, eventually all the
employees who need some information about accounts receiv¬
ables or check books go over the same process, while accounts
46
payables, customers' shipments, etc. are unattended to.
Interest charges on past due payables, taxes, and delayed
shipments reduce the company's profitability. For 1987, in¬
terest and penalty on late payment or non-payment on bank
47
notes and quarterly taxes totaled one thousand dollars.
Mescon, Albert, and Khedouri state that there must be
some form of division of labor and coordination of activi¬
ties for an organization to achieve its objectives. In the
interview with the owner, he stated that:
Since there are more things to do in the company
than the number of people available, the children
should be able to perform those duties without
^^The writer's observation as an intern.
47
Bank and tax records and the writer's analysis 1987.
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clearly defined roles and job descriptions.
Lack of A Succession Plan
Thomas Goldwasser suggests that in a family busi¬
ness, a father should know that he can entrust the busi-
49
ness he built to the next generation. Also, Marshall
Paisner believes that in a family business, a father should
be encouraging his children to consider the family business
as a primary, rather than a last-ditch career choice. If
50
it does not work, then they can move on to something else.
At the MTC, the father is not sure he can entrust the busi¬
ness to the next generation, and the children are not encou¬
raged to look at the family business as their first career
choice because the father does not want to get them involved
in the family business when they are not interested in it.
In the interview, two of the children, Zep and Yze said that
they do not expect to earn enough money to meet their living
expenses while working for the family business, hence their
disinterest. They preferred to work with professionals in a
prestigious firm instead of wasting time with the business
48
An interview with Suko Baynir, July 1987.
49 ...
Thomas Goldwasser, Family Pride; Profiles of
Five of America's Best-run Family Businesses (New York:
Dodd Mead, 1986), p. 45.
^^Marshall Paisner, "Myths About Succession," INC.
10 (October r986), p. 146.
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that has no hope of making a profit.
There are four children in the family that owns
the MTC. The first son holds a bachelor's degree in
Finance, and the rest have not completed their college
education. The owner of the MTC is not making plans toward
specifying an individual who can manage the business with
assurance of continued success. In the writer's interview
with him, he explained that things do not always work out
as planned so he was leaving things to chance. The urge
to transfer the business to the next generation is non¬
existent. Plans have not been made for succession partly
because none of the children wants to be held accountable
51
for an unprofitable family business. For these reasons,
the children are unwilling to assxme responsibility for
anything. They do not show any serious interest in the
main business because they have established their own per¬
sonal businesses. The owner may sell the business if he
52
can find an effective buyer. If the MTC is finally sold
out, it means the company has failed to meet one of the
major goals (passing on to the next generation) of a family
business.
^^Interview with Zep Baynir and Yze Barnir, Mediter¬
ranean Trading Company, Atlanta, Georgia, 20 July 1987.
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An interview with Suko Baynir, July 1987.
VI. SUMMARY OF FINDINGS AND CONCLUSION
The major findings of the study are the impact that
the three major problems identified in this study have on
the MTC. The three problems restated are: lack of company
objectives, lack of clearly defined roles and job descrip¬
tions, and lack of a succession plan. It has been found at
the MTC that the lack of establishing and implementing
realistic company objectives manifested itself in the form
of employees losing a sense of direction because there is
no planned, targeted and communicated line of activities
that they carry out on a routine basis. This resulted in:
(1) diversion of resources into irrelevant activities, for
example, improper use of time and materials for fun while
customers' orders were out of stock, (2) diversion of re¬
sources to personal businesses, (3) a sense of frustration
that makes the children stay aloof from the family business.
(4) lack of profitability that resulted in poor wages and
salaries.
Also, it is clear in the study that lack of clearly
defined roles and job descriptions are clearly noted in the
form of frequent conflicts, duplication of duties, and
duties unperformed. Conflict results when three individuals
42
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demand to perform the same type of duty at the same time
and neither is willing to give up. It is realized that
everybody doing the same thing resulted in leaving many
other critical activities unperformed.
Finally, the lack of a plan for succession mani¬
fested itself in the form of an absence of awareness among
the children of their responsibilities to the family busi¬
ness. Even though their disinterest lies in the company's
unprofitability, no one brings to their attention the roles
they should play to revive the family business. This is
related to the fact that none of them has been targeted for
specific training in how to run the business. The writer
believes that if appropriate efforts, namely: guidance and
counselling, job responsibility and close supervision are
concentrated on the children, they could perform better.
VI. RECOMMENDATIONS
When profits are declining, and markets are shrink¬
ing, and employees are unhappy or any nuinber of similar
problems are occurring, it means the business is losing its
effectiveness. Given the present situation at the MTC, the
writer recommends that the owner should define duties, and
also set up the company objectives and coordinate daily
activities towards achieving the company's goals. The
father should plan for someone to succeed him to run the
business successfully; the oldest son should be considered
as the assistant to the father because he has more experi¬
ence in the business than the other children. He should be
working hand in hand with the father. If this kind of
planned and purposeful interaction is established and main¬
tained, the father could be assured by the children's posi¬
tive approach and willingness toward the business, that the
family business will prosper in the future whether he is
there or not.
Moreover, to enforce coordination of family and cor¬
porate activities, the owner should emphasize unity among the
children. He should design targeted activities for indivi¬
duals, activities that are geared towards improving the
profitability of the company. For example, he should
44
45
designate an individual to attend out-of-state and in-state
shows and exhibitions to promote the products and make busi¬
ness contacts (on a regular basis) with new and old custo¬
mers to know their specific needs and to expand orders for
the company products.
This kind of marketing and general exposure must be
planned and evaluated regularly by the owner. This is a way
for the company to improve sales and realize some profit.
He should also establish a fixed salary schedule to pay the
children adequately if the company is realizing some profit.
This will motivate the children to perform their duties well.
Finally, he should convene meetings routinely to discuss the
business with the family and also with the employees, and he
should use simple periodic bulletins or hand-out sheets to
communicate important decisions and events after each meeting.
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